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Abstract

This study illustrates alternative “green” strategies to indicate possible reac-
tions of the hotel sector to the environmental issue and the extent of the
“greening” process on the control system. Questionnaire survey was used to
discuss the environmental standing of hotel and the control system. Analysis
is based on comparison of hotel managers operating with an environmental
policy and those managers operating without. Tentative conclusions indi-
cated that although a number of companies have adopted an environmental
policy, in general, the hotel sector is not taking a proactive approach to envi-
ronmental concerns.
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1. Introduction

The “greening” of industry is an issue which has been increasing in importance
since the late 1980s [1] [2]. Although the chemical and oil industries were in-
itially the focus of attention for environmentalists due to the visible nature of
their environmental impact, the service industries will find themselves under
scrutiny [3] [4]. Although they are perhaps less visible in their environmental
impact, it is increasingly being recognized that they too have a responsibility to
reduce what impact they do have. The hospitality industry will no longer be able
to ignore its environmental responsibilities as it will have to respond to a num-
ber of pressures. For example, the “green tourist” will demand “green” accom-

modation [5]; legislation with regard to the disposal of waste has implications
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for the hospitality industry; and the continued increase in energy costs will ne-
cessitate reductions in usage.

In this article the reaction of the hotel sector to the environmental issue is
considered from a strategic control perspective. In particular, the link between
the control system and the environmental status of the hotel group is explored.
Analysis is made of the results of a questionnaire survey which was undertaken
during late 2018. The environmental issue and the accounting control system
operating within hotel companies are considered from the perspective of the ho-
tel general manager. Only tentative conclusions can be drawn as regards the ho-
tel sector and its response to the environmental issue on the basis of this study

but, if representative, then there is some cause for concern.

2. Literature Review

2.1. Environmental Issue within the Hotel Sector

Taiwanese hotel sector would appear to accept that it does have an impact on the
environment [6]. This is not only confirmed by exploratory research but also
through the formation of the International Hotels Environmental Initiative
(IHEI). The THEI has published an environmental manual Environmental Man-
agement for Hotels. the Industry Guide to Best Practice which is aimed at hotel
general managers. As an alternative to the manual the IHEI has also produced an
action pack designed for the small and independent hotel operator. A number of
hotel groups have also separately developed their own environmental program-
mers and initiatives. These include newsletters on “green” issues, environmental
committees and “green” bedrooms.

It is evident from the literature that cost benefits can be achieved by operating
a more “environmentally friendly” hotel. However, anecdotal evidence would
suggest that of more concern to the hotelier is the impact of environmental in-
itiatives on the perceived quality and service of the hotel. One solution to this
problem would be education of guests about environmental factors and allowing
them the opportunity of choosing the “environmental”, option. A further con-
cern of the hotelier is that “environmentally friendly” alternatives are perceived
as less efficient than the normally-used products [7]. This problem should be-
come less apparent as suppliers recognize the demand for satisfactory “green”
products and provide adequate alternatives. The general manager in the hotel
sector does appear to recognize that the hospitality industry does have an impact
on the environment [6]. However he/she would appear to be restricted in intro-
ducing environmental improvements in the hotel unless a cost saving or other
tangible benefit is identified [6].

2.2. Control System

The control system is an important part of the structure of the organization [8],
and of the strategy implementation process [9] [10]. The control system pro-

vides the means for senior management of the hotel group to monitor the per-
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formance of its general managers and motivate these managers to achieve the
organizations’ objectives [9] [11]. The control system may be regarded as a func-
tion of both the strategy [12] [13] and the structure of the organization [9].

The control system may include a number of components such as organiza-
tional culture [8], supervisory visits [14], standardized procedures and manuals
[14], accounting and non-accounting information [14] [15], and the reward sys-
tem [8] [9] [14] [15]. It is not simply the use of a particular package of control
techniques which defines the control system but rather the individual weighting
placed on each of the control components [10] [14]. The individual components
of the control system should match the structure [8]. If there is conflict between
individual controls then a dysfunctional effect may be the outcome [16]. Each
component or sub-unit of the control system should be consistent with one
another [8] and should persuade the manager to act in the best interests of the
organization [9].

Brown [6] has suggested that the most important accounting controls used
within the hotel sector in assessing the performance of the general manager were
achievement of budget and profits. The only non-accounting information on
which the general manager would appear to be judged by his head office is cus-
tomer complaints. In another study of hotel managers, Umbreit and Eder [17]
looked at the link between behavior and outcome measurement. They found that

<

there was “...a general lack of consensus across hotel firms in defining manageri-
al effectiveness” [17]. The reasons identified for the difference in outcome mea-
surement may relate to the market position of the company, strategy, financial
position, management style and age of the company [18].

There is no evidence as yet, of the hotel sector recognizing environmental in-
itiatives in the control system [6] [19]. This would appear to be one of the factors
preventing the general manager introducing environmental improvements. Re-
search in the USA has confirmed that the majority of managers would appear to
be hindered because of the nature of the control system in which the budgeted

results do not recognize environmental initiatives [19].

2.3. Environmental Strategy

A number of generic strategic archetypes [12] [20] [21] have been developed as
well as specific lodging industry strategies [22]. However, the relevance of either
generic strategies or hotel-specific strategies in relation to environmental issues
should be in doubt. As has been stated [23] managers “may still be operating
with the old world mental models that do not give sufficient value to the envi-
ronment”. Strategies will need to be developed where the environment is viewed
to be as important as traditional strategic requirements, such as profitability,
growth, etc. In other words, the environment cannot be treated as an “add-on to
the other corporate policies” [24], but should become a strategic direction in it-
self.

If the strategic reaction of senior management is to simply view the environ-

mental issue as a policy decision, then any necessary changes are slotted into the
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existing structure of the organization. Alternatively the environmental issue may
be viewed as of such importance that a change in strategy is required. This will
involve more fundamental changes as the existing structure of the organization
will be required to adapt to the new environmental strategy.

An organization’s response to environmental concerns may be described as
either reactive or proactive [25]. A reactive response organization is one which
“follows the pace of change dictated by social, scientific and the legislative agen-
da on the environment” [25]. A proactive response organization is one which is
responding through “management systems which can be verified, to challenge
existing management conventions and to encourage organizational change”
[25]. A proactive organization therefore has identified environmental concerns
as a strategic issue and is adapting both its structure and control system to ac-
commodate the new strategy. This environmental strategy will involve the com-
pany in additional costs with the extent of the expenditure depending on the
level of environmental excellence the organization wishes to achieve [25].

Roome [25] describes two environmental response strategies which are proac-
tive—a “compliance plus” strategy and “excellence” strategy. The main differ-
ences between these two strategies are the scale of the organization’s environ-
mental ethic and the level of organizational change to support a “corporate en-
vironmental ethic” [25].

Similarly Sadgrove [2] identifies two proactive responses to the environmental
issue that an organization may take. However, the main difference identified
between the responses is cost. The high cost option gives the company a high
profile to the extent that it may become a leading edge or best practice company.
The low cost option also allows the company to have a green image but with no
cost, or low costs involved.

Once the organization adopts a proactive response to the environmental issue
then changes to its strategy should be matched by changes to the control system.
This will involve changes to the individual components within the control sys-
tem. Control through the reporting requirement of financial information should
be extended to allow for environmental reporting. This may involve a move
away from performance appraisal on purely financial criteria to the use of
non-financial criteria. Environmental reporting should become part of the re-
porting requirements of the managers [1] [2] and of the organization [1]. There-
fore the environmental performance of the hotel should become an integral part

of the appraisal system [26] of the general manager.

3. Methodology

It was decided that a questionnaire survey of general managers would be appro-
priate in order to try to draw some tentative conclusions about the hotel sector’s
reaction to the environmental issue. A sample of managers from “large” and
“medium” hotel groups was compiled from the group’s directory. The first stra-

tum of “large” group managers consisted of 116 managers chosen at random
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from hotel groups. The second stratum of “medium” group hotels consisted of a
sample of 84 managers chosen at random from hotel groups. The third stratum
of “independent” managers was chosen at random from both the Taiwan Tourist

Board. Table 1 shows an analysis of the responses.

4. Results

The existence of an environmental policy would indicate an awareness of envi-
ronmental concerns though not the importance placed on the issue. Forty-three
of the respondents stated that they did have an environmental policy operating
in their hotel, as compared with 60 who did not. The research focused on the
general manager and his reporting requirements therefore a number of own-
er/managers were deleted. The analysis was therefore on the basis of 33 managers
operating “with an environmental policy” and 54 managers operating with “no

policy”.

4.1. Environmental Awareness

The hotel’s general manager is responsible for implementing the company’s en-
vironmental policy at the unit level. Therefore he should be more able to recog-
nize the environmental issues as they affect his hotel than a manager who is op-
erating without an environmental policy. It was hypothesized that the “with pol-
icy” manager will be more environmentally aware than the “no policy” manager.
A z score of +2.33 (one-tailed test) would indicate a significant difference at 1
per cent level of significance.

As shown in Table 2 the level of awareness of the environmental impact of the
hotel was not rated particularly high by either group of managers. However, the
managers rated themselves as the most environmentally aware of all the hotel’s
stakeholders. The “with policy” managers perceived themselves as significantly
more environmentally aware than the “no policy” managers, and also rated their
employees, head office and shareholders as significantly more aware than the
“no policy” managers. However, given the low level of perceived awareness, nei-
ther group of managers seems to be particularly environmentally aware. Gener-
ally there would appear to be little environmental pressure being exerted by the

stakeholders of the hotel. The managers did not view care for the environment

Table 1. Summary of responses to questionnaire.

Size of group Environmental policy
Responses
Large hotel groups 52 (41.9) 25 27 20 30
Medium hotel groups 26 (34.7) 21 5 11 15
Independents 28 (28.6) 28 0 12 15
Total 106 (35.7) 74 32 43 60

Note: Figures in parentheses are percentages.
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Table 2. General manager’s perception of importance placed on control criteria.

With policy No policy
Mean Standard Mean Standard
deviation deviation # score
Achievement of budget 4.57 0.60 4.66 0.61 -0.63
Maintenance/improvement in profitability 4.67 0.53 4.75 0.48 -0.73
Report on customer complaints 4.55 0.74 4.06 0.90 2.74
Adherence to operations manual 3.64 1.06 3.21 1.06 1.80
Report on staff turnover 3.54 1.06 2.51 1.00 3.27
Report on external factors affecting the business ~ 3.79 0.84 2.92 1.05 4.17
Report on internal initiatives being taken 4.12 0.84 3.71 0.91 2.12
Environmental reporting 3.33 0.97 2.56 1.13 3.35
Achieving environmental targets 3.19 1.13 2.29 1.18 3.48

Key: 5 = very important, 1 = not at all important.

as particularly important when considering the various criteria which may be

used to justify changes in the hotel [6].

4.2. Control System

The manager’s response to the environmental issue could be influenced by the
nature of the control system. For example, the requirement to achieve his bud-
geted targets or profitability level could restrict his ability to introduce environ-
mental initiatives which did not achieve an improvement in his results. If a
company has adopted an environmental policy then the environmental issue has
been recognized and the company should have adapted its control system to al-
low for this. Environmental reporting should become part of the reporting re-
quirements of the manager. It was hypothesized that there will be a difference in
the control system between the “with policy” and “no policy” companies. The
individual components of the control system were analyzed using a z-score cal-
culation to indicate any significant difference between the two groups of manag-
ers. For the purposes of the analysis a z score of +/-2.58 (two-tailed test) would
indicate a significant difference at the 1 per cent level of significance. Table 3
shows the results of the analysis of the managers’ reporting requirements.

As previously identified by Brown [6] the three most important forms of re-
porting in the hotel sector are achievement of budget, maintenance of profitabil-
ity and reporting of customer complaints. However, the “with policy” managers
perceive a number of other reporting requirements as significantly more impor-
tant to their head office than the “no policy” managers. In particular there are
significant differences between the two groups in the reporting of customer
complaints, staff turnover, external factors, environmental reporting and envi-
ronmental target achievement. Therefore, although both financial reporting and

customer complaints remain important to both groups of managers, the “with
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Table 3. Stakeholders’ awareness of the environmental impact of the hotel as perceived
by the general manager.

Overall With policy No policy
Mean Stal?dérd Mean Stal?dérd Mean Stal?dérd Z score

deviation deviation deviation
Yourself 3.70 1.11 4.09 0.96 3.32 1.06 3.46
Employees 2.86 1.00 3.39 0.89 2.49 0.92 4.52
Guests 2.38 0.94 2.40 0.90 2.19 0.91 1.08
Local community  2.61 0.97 2.69 1.01 2.52 0.99 0.75
Head office 2.89 1.13 3.61 0.97 2.40 0.99 5.38
Shareholders 2.32 1.16 2.71 1.19 1.98 0.98 2.73
Bank 1.86 0.95 1.96 0.94 1.65 0.84 1.44
Suppliers 2.24 1.06 2.35 1.03 2.04 0.98 1.36
Loan creditors 1.81 1.04 1.76 0.81 1.62 0.87 0.67

Key: 5 = very important, 1 = not at all important.

policy” managers do seem to be more aware that non-financial data, including
environmental information, may be part of their performance appraisal.

Two other components of the control system on which the managers were
questioned were supervisory visits and the reward system. Although significant
differences were identified between the two groups, specifically in promotion
within the group and job security, these differences are more likely to be due to
factors other than the control system or the adoption of an environmental poli-
cy. For example, the size of the hotel group or the financial situation of the hotel

could be a factor.

4.3. Environmental Strategy

Hotel companies are faced with a number of strategic issues, one of which is en-
vironmental concern. However not all hotel companies will recognize environ-
mental concern to be of sufficient importance for it to be considered at all, let
alone in a strategic context. In order to gauge if environmental concern is per-
ceived to be of strategic importance to the hotel company the manager was asked
to consider a number of strategic issues and to rate the importance to his hotel
group. The results are shown in Table 4.

It was hypothesized that the “with policy” manager would rate the strategic
importance of environmental concern more highly than the “no policy” manag-
er. A z score of +2.33 (one-tailed test) would indicate a significant difference at
the 1 per cent level of significance. Statistically then there is a significant differ-
ence between the two groups of managers in the perceived importance of envi-
ronmental concern as a strategic issue. The “with policy” managers did rate en-
vironmental concerns as more important than the “no policy” managers. How-

ever, the level of importance of the “with policy” managers was only marginally
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Table 4. Perceived importance of strategic issues to manager’s hotel.

With policy No policy
Mean Standard Mean Standard

deviation deviation # score
European/worldwide expansion 3.76 1.36 2.52 1.35 3.95
Financial requirements:
Share price, dividend, etc. 4.12 0.75 3.64 1.43 1.82
Reduction in borrowings 4.26 0.75 4.09 1.14 0.78
Maintenance of market share 4.57 0.73 4.57 0.69 0.02
Environmental concern 3.41 0.85 2.82 0.78 3.07
Improved quality of service to customer 4.66 0.54 4.60 0.59 0.40
Development of information technology 4.03 0.89 3.69 0.82 1.70
Expansion through:
Internal growth 4.33 0.86 4.00 0.93 0.58
Acquisition 3.77 1.12 3.58 1.15 0.71
Management contract 3.79 1.34 3.11 1.25 2.18
Franchising 2.59 1.42 1.80 1.05 2.54
Sustainability of the business 4.62 0.61 4.44 0.66 1.22
Maintenance of average room rate 4.14 0.77 4.32 0.95 —0.94

Key: 5 = very important, 1 = not at all important.

important with a mean of 3.41 (a mean of 3 would indicate neither important

nor unimportant).

5. Discussion and Conclusions

The general manager of a hotel is subject to a control system, part of which may
include financial and non-financial reporting. Financial reporting is perceived as
important to the manager’s head office regardless of the environmental standing
of the hotel company. However non-financial reporting controls do appear to be
more important to the senior management of a hotel company operating with an
environmental policy. This difference would not appear to be due to the report-
ing of environmental data, however, as this particular form of reporting is not
rated particularly high in importance by the “with policy” managers. Possible
explanations for the difference in the importance of reporting non-financial data
between the “with policy” and the “no policy” managers could be a different
control culture within the hotel group or a different emphasis on the individual
components of the control system.

The “with policy” manager perceives the stakeholders of the hotel (including
himself) as more environmentally aware than his “no policy” counterpart. How-
ever, the level of awareness is disappointing. The adoption of an environmental

policy should educate managers to be more environmentally aware; however, it
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would appear that there is a long way to go in this process.

The “with policy” manager perceives the strategic importance of the environ-
mental issue more highly than the “no policy” manager. This is to be expected
because the hotel company operating with an environmental policy has shown
itself to be more aware of the environmental issue and its importance. The
manager is not under pressure from any of the stakeholders to improve the ho-
tel’s environmental standing and he himself does not view the issue as particu-
larly important. Both groups of managers did agree that they had the opportu-
nity to influence the strategy of the company. However, in view of the lack of
pressure from stakeholders, the extent of his influence on his head office to in-
troduce environmental concern as a strategic issue will be negligible.

Environmental concern has resulted in a number of hotel companies adopting
an environmental policy. However, it would appear that those hotel companies
operating with an environmental policy have not incorporated environmental
reporting in their control system to any great extent. Companies taking a proac-
tive response to environmental concerns should recognize environmental issues
at all levels of the organization, including the control system. It would appear
therefore that the hotel sector is not as yet taking a proactive approach to envi-
ronmental concern.

Until environmental concern is recognized as a strategic issue and the control
system, which includes financial reporting and the reward system, is adapted;

then the response will remain that of a “green” stratagem.
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